I. Introduction
Many countries have decentralized their education systems. In some countries, especially developing countries, educational decentralisation is part of a larger exercise of devolving all public services. In sub-Saharan Africa, the factors that encourage centralization include positive effects such as political stability and economic development, as well as push factors like existing regional inequalities and inadequacies, real and perceived, of central governments. Donor communities are encouraging these poor countries to decentralize and/or privatize public services. Among these countries, Uganda has proceeded quickly in an almost-all-atonce decentralisation strategy.
The current Ugandan government administered some decentralisation in the areas under its control in the early 1980s while it was still a guerilla force called the National Resistance Movement.
After it came to power in 1986, the government adopted countrywide decentralisation, cost sharing and privatization as policies supported by multinational donor agencies, such as the World Bank (WB) and the United Nations Development Programme (UNDP). To date, most government-administered services (except a few, such as the police and the army) that have not yet been privatized are decentralized. These include primary healthcare, education, basic services in water and sanitation, feeder roads and agricultural extension. Decentralisation has changed the delivery of public services, particularly education.
Education has been decentralized to local governments beginning with primary (equivalent to elementary) education. Many programs have been put in place to facilitate decentralisation of education service delivery. It appears that the decentralisation of education has been more effected at the elementary level than at other levels. In a way, decentralisation of administration among Ugandan districts can be seen as a re-introduction of the federalization or regionalization process, since before colonization tribal groups had some form of federalization under tribal kingdoms and/or chiefdoms.
In the Ugandan context, decentralisation is taken to mean the reassignment of some decision-making (management) authority, responsibility and tasks from the central government to the local governments. The legal, financial, administrative and political management of public functions has become the responsibility of the local community, under the leadership of the local councils (LCs).
Decentralisation appears to be based on the governance idea of subsidiarity: matters should be handled by the smallest (or lowest) competent authority. Subsidiarity means that a central authority DECENTRALISATION AND EDUCATION IN AFRICA 4 should have a subsidiary function, performing only those tasks which cannot be performed effectively at a more immediate or local level.
Central authorities delegate management to sub-national, municipal or local units (Naidoo 2002) . There are varying degrees to which this delegation happens, ranging from deconcentration at the lower end, through delegation, to devolution at the upper extreme.
Deconcentration involves the spatial relocation of decisionmaking; some administrative responsibility is transferred to lower level governments. Because it is the lowest form of decentralisation, deconcentration involves the transfer of tasks and responsibility, but not of authority (Hanson 1998; Naidoo 2002 ).
Under moderate decentralisation -delegation -the transferred decision-making authority may be withdrawn from the local government at the discretion of the central unit. Delegation involves the transfer of fiscal and administrative tasks, but not of political tasks.
When the highest degree of authority, which includes political and market responsibility for governing, is transferred to the local government, devolution is said to be taking place. Devolution involves the creation or strengthening, financially or legally, of subnational units of governments. Naidoo (2002) 
II. Historical Background of Education Decentralisation in

Uganda
As in other former colonies, Christian missionaries were in charge of founding, administering and funding schools in the early twentieth century. Missionary education was made possible with the help of local Ugandans, mainly traditional chiefs (Ssekamwa 1997) . At the beginning, the colonial government did not involve itself in establishing, financing and administering schools. The missionaryfounded schools were built on Western models of education. A majority of these schools had coherent structures and strong religious traditions. During the economic and political instabilities, many missionary-founded schools were resilient to the inadequacies of the central government (Paige 2000) .
Around 1920, the Uganda protectorate government gradually began to assist the missionaries in the provision of education. The central government began constructing public schools and aiding schools with grants. In 1963, the Education Act was passed to place all grant-aided schools under the control of the government. This progressively curtailed the control of schools by racial and religious bodies, but major differences remained among schools founded by different bodies. At present, all missionary-founded schools are jointly controlled by religious institutions and by the government through the Ministry of Education.
In 1970, a second Education Act was introduced to encourage the establishment of private schools in Uganda. This act streamlined the requirements and procedures for establishing and operating a private school (Ssekamwa 1997) . A few more church-founded schools and a couple of international schools were established.
Private colleges were also established. In 1997, elementary education was universalized beginning with grades 1-4. The growth of private schools had been slow until this time. Several factors caused private education to grow exponentially in the late 1990s. These include economic and political stability, further privatization, recovery from war, increased school enrollments and Universal Primary Education (UPE). Many schools are now owned by individuals or groups of persons. Private schools for children from middle-class and affluent families are better-equipped and staffed with more affluent teachers. DECENTRALISATION AND EDUCATION IN AFRICA 7 There are also many impoverished private schools for students of low socio-economic status and/or with low academic achievement. These schools are poorly equipped and staffed with ill-paid teachers in order to keep the tuition cost affordable for parents. Until Universal Secondary Education is implemented, there will be a steady growth of private secondary schools that survive on meager resources. Very few public schools have been built even at the secondary level where there is an increasing need. With the commercialization of higher education, private universities and colleges have emerged, to supplement what used to be exclusively public-funded tertiary education. Decentralisation of the Ugandan education system is closely linked to the universalization of basic education and to the growing privatization and commercialization of higher education.
Education decentralisation in Uganda was not an educational reform, as it was in other countries such as Sri Lanka and Australia.
Educational leaders did not forward the decentralisation proposal.
The Ugandan process of decentralisation was driven by national political will rather than by educational reform.
III. Decentralizing Educational Administration in Uganda
In 1986, the National Resistance Movement government put in place a new system of local governance called Resistance Councils that DECENTRALISATION AND EDUCATION IN AFRICA 8 were later renamed LCs. The LC system is a five-level tiered system. The 1993 Statute provided the firm legal basis for the earlier practices of the local council system, and rationalized the five-tiered local governance. It also clarified that public servants are answerable to their respective LCs (Saito 2000) .
Currently, the broader decentralisation process in Uganda is guided by the 1997 Local Government Act. With this Act, Resistance Councils were renamed LCs. Education was listed as one of the major public functions for which the highest level in the local hierarchy, the District Council, was to be directly responsible (Local Government Act, 1997, Article 176(2) of the Constitution, Sect. 97 & 98). In the Act, the levels of education that were to be decentralized were listed as nursery, elementary, secondary, trade education, special education and technical education. Higher and university education continued to lie outside the governance of LCs.
The objectives of the Act were as follows:
• To give full effect to the decentralisation of functions, powers, responsibilities and services at all levels of local governments Since educational decentralisation was part of a wider political reform, it is unlikely that careful thought was given at the planning stage to the far-reaching educational implications of decentralisation and to how it would be interpreted in practice. It appears that decentralisation laws preceded workable models of decentralisation.
Although phasing in decentralisation allows for experimentation and the possibility of revisions, Uganda chose the all-at-once strategy.
All the districts took responsibility for their education systems, whether they were ready or not.
VI. The Ugandan Education System Post-Decentralisation
Although decentralisation was phased in quickly at the regional level, at the school level decentralisation appears to have proceeded These institutions were responsible for curriculum and examination reform, national assessment, monitoring and evaluation, and higher education, respectively. Under the new structure, the MoES comprises eight departments that cater to planning and policy analysis:
(1) Finance The co-existence of both processes is very supportive but is not without contradictions. It is likely to produce lived tensions for school principals, teachers, parents and the local community.
ii. New District Governance Structure
At the district level, some institutions were created to support the office of the DEO. With decentralisation, key personnel in the district include: the Chief Administrative Officer (CAO), who is the district accounting officer; and the District Inspector of Schools (DIS), whose work is more pronounced at the elementary level. The DEO remains the head of the education department at the district to whom the head teachers (school principals) are answerable.
All the district education staff and institutions, including the DEO, operate under the control and supervision of CAO. CAO is an appointed member to the tier V District Local Council (DLC).
The DLC is the main budgetary unit in the district.
The DEO is now directly answerable to the CAO, whereas in the past the DEO was answerable to the Permanent Secretary at the In secondary schools, it is mainly the salaries of teachers and the capitation grant that are channeled through the decentralisation structure. Other issues regarding secondary education, such as the recruitment and transfer of teachers, remain the responsibility of the ministry. As regards inspection, there is ambiguity as to whether the District Inspectorate staff has anything practical to do with secondary schools. There is also a question about whether these staff are qualified enough to inspect secondary schools.
Decentralisation has had almost no effect on pre-elementary/ kindergarten education and day care. This level of education remains in the privatesector.
iii. Financial Decentralisation of Education Delivery
In many Latin American and Caribbean countries, educational administration has been decentralized. Educational finance has also been decentralized, but to a lesser extent. In Uganda, financial decentralisation is in the lead. The unique structures through which centralization has been strengthened and decentralisation implemented appear beneficial.
Devolution, the higher extreme of decentralisation, is said to have a low risk of long-term failure. The layered structures defined above may nevertheless present great risks for the Ugandan education system.
Decentralisation has been practiced for almost a decade in
Uganda. In the next section, we will draw on the literature on decentralisation to theoretically tease out strong aspects and weak points of the Ugandan education decentralisation process. Even though no experimentation phases were built into the process, analyzing the benefits and risks of the implementation structures is 
VII. Benefits of the Decentralisation Process
VIII. Administrative Risks of the Decentralisation Process
Geographic decentralisation in Uganda has involved both the existing districts and the new districts created by the process. Many existing districts had some form of infrastructure, revenue and power. Thus, the devolution process was somewhat supported.
However, some existing problems of administrative weakness and inequity were imported into the new system. Even when the government has invested a lot of funds in infrastructure, there is a chance that weak and new districts might be run on informal and personal principals such as whose child are you, and that rules may be poorly followed and policy implemented less rigorously. This has and technical units, tools to safeguard the national educational policy appear to have been strengthened. As in Spain, decentralisation is not likely to fragment the education system in Uganda because a lot of policy is still done at the national level. However, there is little chance that diversity and choice in schooling will be achieved. The national educational policy, school curriculum and syllabus frameworks, national assessment, teacher training and associated resource materials are still the ministry's responsibility.
Teacher education, especially in-service teacher education for administrators, teachers and participating community members, has been catered for by the TDMS and in the districts. Whether this professional development is taking into account the changing personal and professional needs of a decentralized system such as group dynamics, negotiation and public relations is a question that needs empirical study. In a US Agency for International Development (2000) report, it was noted that the quality of teaching and learning suffers from weak leadership and an irregular flow of resources.
Strengthening leadership and management of a decentralized education system requires work not only at the district level, but also at the sub-county and even the parish levels. Strategies are complicated, entailing not only training in technical skills such as budgeting and data monitoring, but also higher-level skills such as political leadership and cross-institutional collaboration. The number of districts whose capacity is inadequate for the tasks at hand multiplies the challenge. Another issue is whether and how to provide every district with a core teachers' college so that it can offer in-service training and other functions of the TDMS. This is where educationalists and education policy-makers may guide the politician to consider transferring primary teacher education to university faculties, as many countries are doing.
With both decentralisation and centralization occurring Work needs to be done with the development and distribution of textbooks.
In addition to boosting accountability, participation procedures need to be strengthened. There is a need to check situations where perceived benefits to the communities and to marginalized districts and stakeholders have been captured by the already privileged.
In a way, devolution of responsibility is also a form of pushing resource burdens to lower levels. A worst-case scenario might arise years down the road, when local districts will be required to fund their public services. This would be a disaster for low-revenuegenerating districts, which are in the majority in rural areas.
Hopefully, educational reform will never place the local community level in a situation where they feel over-burdened with financial responsibilities.
Even though international donor agencies encourage decentralisation as a way of reducing the national debt, it is not evident that decentralisation solves the problem of limited central financial resources. The generation of more resources at the local level faces management and resource base inadequacies. The local tax base is very small in many rural districts. In some old districts that have been split, the revenue sources have dwindled as new districts sap the resource base of older districts.
X. Political Risks of the Decentralisation Process
Educational decentralisation is complex and might be different from other forms of decentralisation; it requires the will and strength of numerous systems, institutions and personnel. Educators might wish to work at a shared vision, including perceived outcomes and feared shortcomings of this reform at all levels, including the community level. Since the Ugandan decentralisation initiative was part of a larger political move, there are likely pockets of passive resistance among the actors. With the numerous units and departments in the Ministry of Education, along with tiered local governance at lower levels, one hopes that reform initiatives will not be diluted at every level in Uganda as they were in Venezuela (Hanson 1998) . To encourage participation in reform initiatives, the Ministry should ensure that this is a win-win situation at both the local and national levels. Transferring positive financial and non-financial opportunities to the districts and subsequent levels is the key. Hanson (1998) has identified wide collaboration as a component of successful decentralisation. The Uganda national government has not dumped financial and administrative burdens onto the districts as Argentina did (Hanson 1998) .
With decentralisation, the government replaced PTAs with broader councils, SMCs, which include members of the community. It was a political decision, not an educational one, to remove power from the PTA as an influential group that had started subsidizing teachers' salaries and other school expenses. As the PTA's power is removed, whether or not the local community will rise up to participate in the SMCs depends on the level of establishment of the school and whether it is a boarding school or a private school. Although disempowering PTAs appears to be a way of keeping a balance between parental and community participation, many villages contain schools in which their children cannot afford to enroll. SMC committees might therefore not have any representation from parents of students at such schools.
Balance between parental and community involvement is only achievable at a village school.
Councilors are elected positions in all five tiers. The President reshuffles the cabinet regularly. In countries where this is the case, it has been observed that the planning and implementation of decentralisation is disrupted by the constant top-level personnel changes. In Uganda, the Minister of Education and the state ministers at different levels of education have all regularly been reshuffled.
Top-level policy makers in education are usually not educators by profession.
XI. Educational Decentralisation as an Educational Reform
Given Uganda's background of political and economic instability, and the continued instabilities in some areas of the country, a balance between national crisis and political stability is a factor in the success of decentralisation. One hopes that, with any change of governance, the next political leaders will have the will to evaluate the successes and failures of the decentralisation reform initiative.
Decentralizing the education system in Uganda makes sense as a politically motivated development. Its benefits are evident.
Decentralisation has led to increased enrollment and resource flow at the elementary level. Educators need to determine how to maximize the benefits of the process. More infrastructure and analyses need to be put in place to ensure that the perceived benefits such as increased diversity and community participation are realized. It is in this way that the educationalists will turn this political and economic agenda into a curricular reform.
Educational leaders and personnel at the various levels will continue to be challenged by the implementation of decentralisation.
There is a need to work through the conceptualization of decentralizing education, to identify and eliminate impediments to its effectiveness. There is need to reflect on the inherent risks of decentralizing, much less privatizing, important services such as education. Although it might be the case that delivery of feeder roads, as a basic service, is facilitated by decentralizing governance, education service delivery is much more complex.
XII. Conclusion
In the transition period from centralized to decentralized education delivery, clarity over roles and responsibilities has been a problem.
This has been especially so between the CAO, DEO, and LCs at lower levels. Consider that some district staff such as the district assistant engineer report directly to the MoES whereas others report to the CAO. There is also an uncertain relationship between staff of the TDMS and the DEO. This lack of clarity at the TDMS may not facilitate the tailoring of personnel training to the needs of the district.
The responsibility of the Coordinating Center Tutor (CCT) at the district has come into question: some DEOs want the tutor to report to the district administrative office rather than to the Elementary Teacher College (PTC). More explicit defining and some revising are needed to eliminate confusion about responsibilities with respect to reporting, management and accountability.
There is a concern that over-proliferation of conditional grants is not promoting good governance and has a negative impact on 
